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THE PROELEM OF MORALI IB PERSONNLL MANAGEMENT 
NAVY SUPPLY OFFICERS SUPE. RVISINOG CIVIL SERVICE 
PERSONNEL AT A MAJOR CONTINENTAL NAVY SUPPLY ACTIVITY 
FARLA GORDON DALBEY 

P.£., Drexel Institute of Technology, 1910 

Department of Business Organization 
(Approved by James H. Healey) 

The objective of thia paper is to provide the Navy 
Supply Officer with an understanding of the most important 
areas in which he may influence the morale of civil service 
personnel and to guide him in handling himself in these 
areas to beet advantage in his duties as a supervisor of 
such personnel. This involves a transition frox tne auth- 
oritarian military approach to the democratic approach 
required for successful management of civil service 
employees, 

The firet section of the paper is devoted to stating 
the problem and providing the officer with tnose facts 
regarding the terms "morale" &nd "personnel msnagerent" 
which are considered necessary to bring him to the proper 
level of understanding of those terms prior to assuming 
@ supervisory position. 

The second section is concerned with leadership, 
discipline and disciplinary action, and grievances, which 
are those ereas in whieh the officer can exert the preat- 
est influence on employee morale. The comparisons are 


drawn in these areas of the military aspects versus the 
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democratic aspects. Techniques and guides are put forth 
for the officer which are considered the best for his use 
in a program of morale maintenance and improvenent in the 
democratic situation. 

The final section analyzes the various morale meas5- 
urement techniques and indicates advantages and cisad vante- 
ages of these various techniques. The value invelved in 
the use of such techniques is summed up by stating that 
the results of such tecnniques are valid only if adminis- 
tered oy cOnupetent persons anc the degree to which the 
results sre used by management. 

This paper closee with a series of recommencaticns 
presented for use of the liavy supply officer in his 


supervision of civil service employees. 
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CHAPTER I 
THE PROBLEM 


Introduction 

A major Navy supply activity with the compliment 
of 4800 civil service personnel and 200 Naval Officer per- 
sonnel has been selected for tnis study since ít is con- 
sidered that the morale problems of an activity of this 
size may be those that face Supply Officers in all major 
Navy supply activities. it is into an activity similar to 
this that the Navy transfers many of its supply officers 
for their tour of shore duty. 

The officers arriving at this activity are placed 
in supervisory positions shortly after arrival and given 
a perfunctory indoctrination. The Navy Supply Officer 
with his training in the technical complexities of supply 
and with his long experience in military leadership is 
thus injected with little or no preparation into a civil 
service situation with its democratic aspects. it is 
while steering this blind couree of supervising without 
training that we find problems of morale arising with con- 
siderable frequency. These problems arise in the Officer's 
supervision job itself wherein he may experience consider- 
able frustration. More important still, morale problems 


also arise among those being supervised as a result of 
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the Officer's deficient supervision job. 

It 1s through this lack of understanding of demo- 
cratic administrative processes and its resultant frustra- 
tion that the statement strongly indicative of his atti- 
tude is often heard, for example; “i'm just coasting 
until I get transferred." The other extreme is portrayed 
by the civil service employee who was overheard to say, 

"I wonder what we'll have to put up within this time" upon 
the arrival of a new supply officer in his division. It 
is with the hope of bringing these two attitude extrenes 
together in order that the Supply Officer may have 8 feel- 
ing of accomplishment and the civil service employee may 
feel the results of proper supervision and its positive 


morale effects that this paper has been prepared. 


Purpose of the Study 


The purpose of thie study is to analyze those 
phases of proper democratic supervision considered neces. 
sary to provide a transitional implement for the Navy 
Supply Officer concerned with the administration of the 
Civil Service Employee. As e result, the Officer should 
be enabled to approach the problem of civil service super- 
vision with a clear cut understanding of the major prob- 


lems involved and be able to avoid the pitfalls which 
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can make his tour of shore duty an unpleasant experience 
both for himself and for those whom he supervises. 

In order to provide the proper background for this 
paper the introductory chapter sets the scene by describing 
the situation and its peculiarities. In the second chapter 
the various definitions of personnel management ere brief- 
ly discussed to provide an insight for the officer as to 
the meaning and requirement for good personnel management. 
From this point, chapter three establishes an understand- 
ing of the term "MORALE" and its implications. The fore- 
going chapters are designed to bring the Navy Supply Officer 
up to a level of understanding necessary to comprehend the 
importance of morale in personnel management insofar as 
the civilian or democratic situation is concerned. 

while it is fully realized that anything may be a 
factor in morale, the remaining chapters are devoted to 
those areas with which most officers are directly con- 
cerned and in which the majority of morale effecting forces 
are active and must be reckoned with. These chapters are 


as follows: 


Chapter IV ~ Leacerehip and morale 

Chapter V - Grievances and Morale 

Chapter VI - Discipline and Disciplinary 
Action 

Chapter VII - orale Measurement Techniques 


Chapter VIII - Summary 
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Naval Officers’! Authority Over Civil Service Personnel 


before prooeeding with tnis study it is necessary 
for the naval officer to uncerstand wherein his authority 
over civil service personnel lies. A loox Into this area 
reveals an organization tailored in such a manner as to 
approach a dual chain of command within the orvanizgation. 
By this ls meant that paralleling the Navy's military or- 
ganization ashore is its vast civilian organizetion. At 
the levels of the Secretary of the Navy, the Secretery of 
Defense, ang the President, the kavy is controlled by 
Civilians. Sut throughout the lower echelons of the shore 
establishment, naval activities are controlled by commis- 
sioned officers. Ina sense, an officer of the lowest 
rank has authority over the highest rated civilian. 

In another sense, however, naval shore activities 
are operated by civilians, since the civilians at any 
given activity remain in the activity while the officers 
come and go. While the officer carries authority by virtue 
of his commission, he must use his authority wisely in 
view of his temporary control over a continuing organization. 

The problem of authority over civilians is further 
complicated for naval officers by the cifferences in mili- 
tary and civilian command. At sea, compliance with an 


order can be expected to come automatically. Ashore, in 
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dealing with civilians, the situation is bound to be differ- 
ent. Unions, civil service regulations, political pressures, 
and differences in military and civilian outlook require an 
interpretation of authority somewhat different from that 
which exists at sea or ina purely military organization. 

The authority of officers throughout the Naval estab- 
lishment is defined in several important articles of Navy 
Regulations. Article 1321, "Authority of an Officer in 
Command,” states that "An officer, either of the line or a 
staff corps, detailed to command by competent authority, 
has authority over all officers or other persons attached 
to the command." ‘Several articles provide thet the officer 
in command may, within clearly cefined limite, delercate 
some of his authority to subordinates under his jurisdiction. 
Article 1317, "Authority over subordinstes,* is an inclu- 
sive statement of the authority of neval officers. It 
states: 

All officers of the Kaval service, of what- 

ever designation or corps, shail have ail 

the necessary authority for the performance 

of their duties and shail be obeyed by all 

persons of whatever designation or corps, 

who are, in accordance with these regula- 

tions end orders from conpetent authority, 

subordinate to them. 

Howe ver, the authority of naval officers is subject 


to certain checks in the employment and administration of 


civilian personnel, as Article 0785 of Navy Regulations 
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points out. This article states: 
Commanding officers and other persons in 
the Naval establishment concerned in the 
employment and administration of civilian 
personnel shall be governed by: 
l. Applicable provisions of law. 


2. Applicable provisions of proclamations 
of the president. 


3. Applicable rules and regulations 46 
by the Civil Service Commission and 
Other authorized agencies of the govern- 
ment. 
kL. Detailed instructions issued by or under 
the directions of the Secretary of the 
NAVY 
Tho implications of the atove quoted article achieve 
forzmidable prorortion in the two volumes of the Navy Civile 
fan Personnel Instructions. The ACPI details procedures 
for hiring, firing, rating, transferring, paying, disciplin- 
ing, training, and otherwise administering Navy civilians. 
Although the instructions limit the scope within which a 


naval officer can act, their detailed procedures are a 


source of help to officers in many administrative situations. 
Lind ta tions 


While there are many factors which may effect employee 
morale in any situation, this study is restricted to those 
areas, whieh, through the experience of the writer and the 
various authorities in the field of publie personnel admin- 


istration, are considered most important in their daily 
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effect on the morale of the civil service employee. 

The reference material used in this paper has been 
limited to those sources avallable at the Ohio Steate Uni- 
versity and in the industrial relations department of the 
U. S. Naval Air Station, Port Columbus, Onio. 

Morale, the elusive factor that it is, may from time 
to time be effected by unusual forces ang factors but in 
order to keep this paper within bounds and prevent con- 
fusion, the limitations provide a basis for understanding 
the problem without becoming involved in voluminous detail. 

it is also recognized that morale may include many 
factors thet are beyond the ability of the leader to con- 
trol but this paper is limited to those factors that are 
within the ability of the leaders to control. 
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CHAPTER II 
PERSONNEL MANAGEMENT 
Introduction 


Before becoming submerged in the problem of morale 
in personnel management, it is most appropriate to define 
the term and put forth the objectives of personnel man- 
agement. The purpose of this chapter as previously stated 
is to bring the navy supply officer to the level of under- 
standing necessary in order to cope with the problem pre- 


sented. 
Lefinition 


There can be found among those writers on the subject 
of personnel management (or personnel administration as it 
is sometimes called) as many definitions as there are de- 
finers. Therefore, in order to gain an insight into the 
thinking of these writers, it is considered worthwhile to 
quote several of these definitions at thie time. 

Yoder uses as his definition the following: 

Personnel Management is that phase of 
management which deals with the efficient 
control of manpower, es distinguished from 


those phsses which are goncerned with all 
other sources of power, 


bale Yoder, Personnel and Labor Relations (New 
York: Prentice-Hall, inc.,) l9hl, p. e. 
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An industrialist, Thomas G. Spates, has given as his 
definition: 


Sound personnel administration means So 
organizing and treating people at work that 
they will utilize their maximum capacities, 
thereby attaining maximus personal and group 
satisfaction and rendering their maximum 
service to the enterprise of which they are 
a part. 


An experienced personnel executive, Lawrence A. 
Appley, Fresident of the American Management Association, 
has a simple definition, "Personnel Administration is that 
activity of management which deals with human resources," 

Tne Department of the Navy hag published as a defini- 
tion, "Personnel administration may be defined as the science 
of getting thires done through tne planning, supervision, 
direction and coordination of human activity. "4 

Tead and Metcalf have defined personnel administra- 
tion as follows: 

Personnel administration is the planning, 
supervision, direction and coordination of 


those activities of an organization which 
contribute to realizing the defined purposes 
— —— 
Thomas G. Spates, "An Objective Scrutiny of Person- 


nel Administration," fersonnel Series Number 75 (New York; 
American Management Association), il9jh, p. 9. 


Lawrence A. Appley, "The Significance of Personnel 
Administration in the Modern Corporation,” Personnel Series 
Number 111 (New York: American Management Association), 
29+1۰ pe De 


Personnel Administration (Washington: Eureau of 
Naval Personnel, Department of the Navy), 1949, pe 11. 
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of that organization with & minimum of 

human effort and friction, with an animat- 

ing spirit of cooperation, and with proper 

regard for the genuine well-being of all 

members of the organization.’ 

From the foregoing it can readily be seen that while 
each of the authorities quoted has emphasized various differ- 
ent facete of the term, they are all quite close in their 
thinking. Jucius summarizes the term in a most complete 
fashion and in a manner that facilitates ite understanding 


by the following: 


Personnel Management le the field of Man- 
agement which: 


1. Has to do with planning, organizing, 
and controlling the performance of 
various activities concerned with 
processing, developing, maintaining, 
and utilizing e labor force such that 


2. The objectives and purposeg 
a. For which the company is established 
are attained as effectively and 
economically as posaible, and 
b. Of labor itself are served to the 
highest degree, È 
This definition can readily be adopted to Navy civil 
service use by elimination of the word "company" and substi- 


tuting "Haval Activity." 





2 Tead and Metcalf, Fersonnel Administration (New 
York:eOraw-Hi111 Book Com.any, inc.), 1955, p. 2. 


6 Michael J. Jucius, Personnel Manarement (Chicaro: 
Richard D. Irwin, Ine.), 19:7, p. ile. 
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Objectives 


that are tne objectives of personnel management pro» 
cedures? They have been hinted at by all of the definitions 
quoted in the foregoing paragraphs but they have been well 
stated by one authority in the following: 

The objectives of Personnel Management, 

personnel administration, or industrial 

relations in an organization ie to attain 

maximum individual development, desirable 

working relationships between employers and 

employees, and employees to employees, and 

effective molding of human resources ae 

contrasted with physical resources, 

In a discussion of the principles of personnel man- 
agement, Mooney end Kelley have pinpointed these object- 
ives even finer by the following: 

These principles all have tne derinite 

objective of man building. Any system of 

personnel management that swerves from tnis 

aim and purpose is likely to produce re- 

sulta that will be negative and disappolnt- 

ing. 

Prom the above discussion 1t may readily be conclud- 
ea that the cbjectives of personnel management procedures 
are concerned with the magimum utilization of the human 
resources of the organization in the accomplishment of the 


objectives of the activity. it is in this field of human 





T Valter L, Scott, Robert C. Clothier, and William 
R. Spriegel, Personnel Manacement (New York:ScGraw-Hill 
Book Company, Inc.), 1945, p. 25. 


James LD, Mooney and Alan C. helley, Onward 150118 
try (New York:Harper & irothers, Publishers), 1951, p xiii. 
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engineering that the greatest advancement may be made by 
any supervisor, civilian or naval, through the application 
of morale building techniques and a thorough understancing 
ef those factors which have the greatest effect on employee 
morale. 

However, it must be clearly understood that, in the 
Navy Supply activity, the responsibility for the performance 
of the personnel function does not rest entirely with the 
Industrial Relations Department. Thie is a concept erron- 
eously held by many supervisors, both Kaval Officers and 
civilianes. The Industrial Relations Department is a staff 
organization whose function is to recommend, interpret, ad- 
vise, and counsel the operating departments in the perform- 
ance of the personnel management procecures. The concept 
involved here has been well stated in the following: 

It has been repeatedly affirmed that, no 

matter how capable the members of the person- 

nei staff may be, no matter how excellent the 

plan on which the activities are based, the 

personnel progren cannot be successful unless 

the line organization is "doin: a good per- 

sonnel job at the work bench." Therein lies 

the major clue to the proper relationship 

between the line and staff organizations in 

the matter of personnel policy and practice.’ 

Hence, it ie the individual supervisors nå execu- 


tives, civilians and naval officers, who will be responsible 


for the success of the personnel program. This must be 


9 "How To Establish and Maintain a Personnel Depart- 


ment," Research feport Number lh (New York: American Manage- 
ment Association), l94h, pp. 12-15. 
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borne in mind by every Navy Supply Officer who is charged 
with the administration of civil service personnel.  Per- 
sonnel management is basically, as Appley emphasized, "A 
management activity and a management responsibility, "10 

In conclusion then, personnel management procedures 
in a Navy Continental Shore supply activity are concerned 
with the performance of those activities necessary to attain 
the maximum utilization of the human resources, the labor 
force, in order to accomplish the objectives of the activity 
and of the employees. As we shall see in the next chapter, 
morale is the major facilitating factor in accomplishing 
the objectives of the Navy. In the Naval establishment the 
accomplishment of these ultimate objectives is of tremendous 
importance in thet it results in an effective fighting fleet 


for the preservation and defense of the United States. 


Summary 


in this chapter a definition considered appropriate 
for use in this problem has been selected. But, more import- 
ant, every effort has been put forth to outline the object- 
ives of personnel management since the objectives provide 
the basis for a starting point of thought and action in the 
conduct of a program for good personnel management. 
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The objectives of personnel management are concerned 
with the maximum utilization of the human resources of the 
organization in the aecomplishment of objectives of the 
activity. It is in this area that the Wavy Supply Officer 
must operate and it is an area that is identical to the 
military as well as the democratic organization. However, 
as this paper continues, it will be noted that the techniques 
for achieving the objective are quite different from the 
militery situation. 

The responsibility for the personnel functlon rests 
directly on the naval officer in his role as the supervisor 
and the delegation of this responsibility results in abdice- 
tion. Thus, personnel management is fundamentally a man- 
agement responsibility and each officer must keep this con- 
tinually in mind for the successful performance of his 


supervisory job. 
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CHAPTIR III 
MORALE 


The importance of morale in the military organiza- 
tion has long been recognized by our military leaders. 
However, morale in the civilian situation is relatively a 
new concept and the growing recognition of the problems of 
morale and motivation in industry reflects a changing point 
of view toward the management of ege, ` The older concept- 
fon of industrial efficiency and administretion either left 
human beings out of the picture completely or substituted 
for the complex personality a simplified mechanical model 
of man. Thus, most industriel companies and other group 
organizations as well had as their goal the efficiency of 
operation of the total structure as if it were nothing but 
a huge machine. Scant attention was given to the fact 
that group organizations were made up of human beings. 

Job specifications called for different specialized per- 
formances by the various human beings making up the organi- 
zation. The assumption was that any individual's benaviour 
could be fitted into the picture without regard to the 

fact that he was an integrated human teing. On the other 


— — 
Katz, Motivation in industry, p. l. 
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hand, in the day to day funetioning of organizations there 
was the problem of dealing with and motivating entire human 
beings rather than the restricted segment of the individual 
re-uired by the Job specification and the organizational 
pattern. The failure of modern industry to transform the 
human personality into a robot meant that the human problem 
became aggravated with advances in scientific engineering. 

Confronted with problems of human adc fustment and human 
motivation in spite of the paper excellence of organizational 
charts, management had to concern itself with the human 
mim. Thus, there can be distinguished three periods 
in the approach to this problem although these periods tend 
to overlap considerably. 

The firet period was the era of fear and punishment. 
Workers could de docked severely if they punched in a minute 
late. ‘They could be fined or fired without discretion for 
work not meeting the requirements of the foreman. The 
philosophy was military and authoritarian in tone in which 
the individual toed the line or faced the prospect of look- 
ing for another job. 

The second period íis evidenced by the organization 
Of labor, the tightening of the labor market, and the 


spreac of democratic ideas which led to a change in this 


Lansburgh, Industrial Management, p. Ol. 


3 Katz, Motivation in industry, pp. 2-5. 
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fear psychology. Lmployees coulà no longer be motivated 

by an authoritarian boss. This gave rise to the spirit 

of benevolent paternalism which may lead to cenuine satis- 
factions on the part of employees but they are In a large 
part compensatory and do not really replace the frustration 
and deprivation in the job itself, 

The third period sets the current stage - one of 
confusion in which we have persistence of many of the old 
practices and points of view. However, a new point of view 
ta beginning to emerge which makes no assumptions about the 
character of existing organizational structure. It ettempta 
to look at the organization not in terme of formal organi- 
zationel charts and paper procedures but in terms of the 
realities of their day-to-dey functioning. It, moreover, 
utilizes s broader perspective in looking at segmentalized 
human activities and at the relationship between people in 
the organization." 

Thus, we find the beginnings of psychological analysis 
of human behaviour in industry and the growing emphasis on 
employee morale in industry by many corporations and by 
the authorities on the subject of personnel administration. 
By studying the personnel procedures reflected in Civil 
Service Regulations we find a parallel situation with 


these regulations lagging the industrial situation but 


Katz, Sotivation in Industry, p. 5. 
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nevertheless following along with these changing concepts 
in the importance of morale. 

Good executives have come to reslize that the most 
important part of an organization is the people In it -- 
how they work together, how they are led and how they lead 
are far more important than all the mechanical efficiencies 
imaginable.” From many sides in numerous ways, we are con- 
stently being reminded of the overwhelming importance of 
human relations. All forms of news agencies carry reports 
on conditions in such relations; governmental officials 
and politicians make them matters of prime concern; and 
business and union leaders agree that they constitute a 
field of first magni tude „ ° 

More than ever before, successful business today de- 
pends on high employee morale and the right kind of leader- 
ship among executives 48 an alû to creating that morale. 
Sustained, willing &nd cooperative effort cannot be pur- 
chased with a pay envelope. It is something freely given 
by the employee because he is anxious to give it. Good 
management recognizes that there is no price tag for this 
kind of effort, realizes that it can be secured only by 
developing among employees the right kind of attitudes 





2 Mosher, Kingeley, & Hall, Public rersonnel Admin- 
letration, p. 205. 


Jucius, Personnel Management, p. l. 
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toward their jobs -- in a word, by creating a high employee 


7 


morele, 
Definition of Morale 


Morale is an elusive subject of which there are as 
many definitions as there are definers, for it means differ- 
ent things to different people.  Psychologists say that 
morale relates to the individual, while the social sciences 
would probably see it as a social phenomenon. The applied 
anthropologists have approached it in terme of social 
equilibrium and dis-equilibrium.  Pollyannas might view 
morale in terms of happiness and optimism, while social 
reformers see it as associated with the standard of living 
and poverty. Freudians would probably in some way associate 
it with emotional stability while the religiously ineiined 
would probably interpret morale in terms of one's spiritual 
faith and fulfillment." tiowever, listed below, are define 
itions in order to illustrate the concept of morale as ine 
terpreted by various authorities on the subject: 

a. High morale is a combination of complex 


factors that meke people do what, the 
organization expects them to áo. ? 


Seara, Roebuck and COo., Leadership and Employee 
Morale, p. 2. 


Pfiffner, Supervision of Personnel, p. 208. 
Watson (ed.) Civilian Morale: Second Yearbook of 


the Society for the Psychological Study of Social issues, 
PD. pm 9, 
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b. Morale is the capacity of a group to 
pull together persistently and cone 
وس‎ in pursuit of a common 
purpose. 0 


جو Korale is an attitude of itus.‏ .هك 


d. Good morsle is a mental condition 
which lesde individuals and groups will- 
ingly to subordinate their personal ob- 
jectives, temporarily and within reason 
to further the successful achievement 12 
of the objectives of the organization. 


e. Morale may be defined as the mental 

state of the individual or group, with 

respect to such factors as zeal, spirit, 

hope, confidence, etc. 
Thus, we see the efforts of a few to nail the definition 
down with not too much success because of the wide range 
in the degree to which morale may be evolved and the 
multitudinous complex factors that effect morale. There- 
fore, in order to be on safe ground and not be restrictive 
in a definition, it is considered best not to go further 
than to define morale as "the mental condition of individ- 
uals or organizations. "Ml 

Leighton, Applied Selence of Human Relations, 
Personnel Administration, July 19l7, p. k. 

1 
Jucius, Personnel Management, p. 5095. 


Davis, industrial Organization and Management, 
p. 101. 


5 Leffengwell & Roblnson, Iextbook of Office Kan- 
agement, p. 307. 
14 


Davis, Fundamentals ofr Top Management, p. 53. 
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21 
Factors in Morale 


Upon searching into the factors in morale we find 
precisely the same situation existing as we do with the 
definition of morale. There are many who have attempted 
to isolate these factors and it is of interest to list 
some of these results. 

During World War II there were a large number of 
morale studies made by the Armed Services. These studies 
indicate that morals factors generally effective in the 
Armed Services — > 

a, Satisfaction with the job 

b. Belief in the mission 

¢. A realistic appraisal of the job ahead 

a. Confidence in the training and equipment 

e. Pride in one's unit cr organization 


f. ۱611617 that one's individual welfare 
was a matter of concern 


However, the principal factor in the maintenance of morale 
end a high degree of motivation in the Navy's schools dur- 
ing the war was the anticipation that there would be an 
immediate need for trainees to apply their newly learned 
skills and techniques and in situations where the conse- 
quences of failure would be extremely crave. 

2 Stuitt, Personnel Lesesrch and Test Development, 


p. Lh9. 
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The Supervisor's Aanagement Guide lists the follow- 
16 
ing &s morale factors: 


a. Friendly, skillful and adequate intro- 
duction to tne job. 


b. Employee mace to know his efforts are 
appreciated. 


c. Respect of the employee's feelings. 
d. Treat employee fairly and impartially. 
e. Correct with fairnese and consideration. 


f. Create feeling of pride and worthwhile- 
ness in hie work and his Company. 


nis work should be a satisfying social‏ .م 
experience.‏ 


Here ie a report based on notes taken in 16% compan- 
ies from one end of the country to the other listing what 
every worker wante and reflecting another angle on the 
factors of morale:*! 

a. A senee of participation. 


b. Á knowledge of what is going on in 
the company. 


c. An acquaintance with other workers 
in the orgem ization, 


d. At least an introduction to the top 
brass, including the bosa, 


e, Some idea of what he can expect in 
the future. 





16 &. Joseph Dooher, (ed.) Supervisor's Management 
Guide, American Management Association, p. e 
1 


Eugene Whitmore, American 2usinese, March, 1951, 


Pe 47. 
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f. Liecipline that is administered tactfully 

and reasonably, with an explanation for 

every rule. 
g. To know who is boss. 
An interesting study on the factors effecting em- 
ployee morale conducted by the Astional Industrial Confer 
ence Board deserves mention at this nb This study 
was brought about because of the morale factors presented 
by many authorities and the desire of the board to estab- 
lish a fixed set of factors through a comprehensive survey. 
This study was conducted in three steps. The first step 
involved a survey of executives to find out what factors 
they believed important to their employees. in the second 
phase, labor leaders were similarly asked to select the 
factors which they believed had the greatest effect on 
employee's attitudes toward their jobs and company. A 
list of seventy-one factors was carefully prepered for the 
purpose and was submitted to the two groups. Both execu- 
tive and labor leader croups were asked not only to indi. 
cate the relative importance of the various factors but 
also to select the first five factors in order of their 
importance. Finally, the third phase of the study was 


instituted to conduct identical surveys among employees 


of companies that indicated a willingness to cooperate. 


National Industrial Conference Board, Ine. 


Studies in Personnel Policy, No. 05, Factors Effecting 
Employee Xor&le,pp. 5-13. 
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It 1s interesting to note that the factor of "job 
security" was chosen by the largest number of cooperating 
employees ae the foremost factor effecting their attitude 
toward work and company. Executives and labor leaders who 
asserted that compensation was the most important item to 
employees were surprised at the relatively small number of 
employees who assigned a top ranking to base pay. 

It is also interesting to note thet there was no x 
close correlation between those factors that employees 
considered important versus factors considered important 
by management. There were meny differences in importance 
of factors between factory workers versus office workers, 
men versua women workers, length of service of employees, 
type of work, etc. 

The results of the foregoing studies substantiate 
a principle of morale factors which may be stated as fol- 
lows: The factors in morale depend upon the leader, the 
led and the situation. This is more commonly known as 
the law of the situation and it can include a great many 
factors thet are beyond the ability of the leader to con- 
trol. 


Effects of korale 


it is important that the effects of cood morale 
be known since without such knowledge there is no course 


for the effective morale program to travel. in order 
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to properly evaluate the morale situation in any organiza- 
tion it is necessary to eatsblish goals teo be attained. 
From the attitude survey it is possible to find out where 
the organization stends in morale and with the effects of 
good morale available a program of action becomes clearly 
outlined since the goals to te strived for are put forth. 
The relative morale status of an organization can be quick- 
ly evaluated by measuring the morale situetion against the 
goals attainable and, by such procedure a trained student 
of morale should be able to grasp at once those areas in 
which his organization is deficient. These effects have 
been comprehensively listed as followa:1? 

1. Willing cooperation 


2. Loyalty to organization and ita 
leadership 


5. Good discipline 
.بأ‎ Strong organizational stamina 
5. Urganizational initiative 


6. High degree of job and organization 
interest 


7. Pride in organization 
rom the foregoing, it becomes apparent that the 
productive efficiency of the organization varies directly 


with the degree to which these effects are present, 


Levis, Fundamentals of Top Manacement, pp. 55l- 


592. 
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in the introductory section of this chapter the 
gradual recognition of the importance of morale has been 
put forth. As one author concisely puts it, good morale 
is the most valuable asset of any large scale organization. 
It makes for a kinship binding men together, keeping them 
in step, as they move toward a common worthwhile goal. It 
breeds enthusiasm, good will, and cooperati venuse. 2° 

A definition of morale has been arrived at in WAS .. 
it is a "state of mind.” This covers "cood," "bad," 
"high," or "low" morale which are qualities of the term 
and which have had a major influence on many definers of 
the term. 

The factors in morale were found to be anything 
that affected the state of mind and these factors depend 
on the situation, The resultant effects of good morale 
were listed for the prime purpose of providing a rough 


measuring defice for the leader and as goals to be atriven 


for in any organization. 


ست — 


Mosher, Kingsley, and Stahl, Public Personnel 
Administration, p. 695, 
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CHAPTER IV 
LEADLRSHIP 
Lefinition of Leadership 


Leadership is the art of influencing human behaviour. 
It may be defined as "the art of imposing one's will upon 
others in such a manner as to comeand their obedience, their 
confidence, their respect, and their loyal cooperation. "4 
Put in everyday words, it is the abllity to handle men. 
The attributes of a good leacer are the same throughout the 
world, regardless of his nationality or the type of organ- 
ization in which he serves. The outstanding leader so 
infuses his followers with the desire to be led that they 
will do everyti:ing possible to comply with his wishes and 
support the policies of the organization whether the leader 


be present or not. 


Importance of leadership as a morale factor 


As a result of readings available on leaderehip 
and its relation to a personnel administration program, we 
find the importance of leadership as a rorale factor ade- 


quately summed up in the principle of leadership which 
Naval Leadership, U.S. Naval Institute, p. 187. 
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states that "Intelligent and dynamie leadership is the 
most important single factor in any personnel situation," 
Further substantiation of this is made by F. C. Davis who 
states that "Good morale 1s necessary for successful execu- 
tive leadership and is a measure of 1c" and by Beishline 
who states that the entire responsibility for morale rests 
with the leadership of the ت و‎ 

Thus, while there is a cifference between military 
leadership and democratic leadership as we shall see later 
in this chapter, there is a mutual arreement that the most 
important factor in the attainment and maintainment of high 
morale is the quality of leadership exercised by the lead- 
er.” Inasmuch as leadership is an essential function of 
command, the effective leader enzencers through his skill- 
ful leadership a high level of morale. nen in a tight 
place, for example, nis courage, confidence, eng cheerful- 
ness prevent panic and sustain morale. The effective leader 


knows his men. He guards their health and ceneral welfare. 


— 


J. Ï. Kee, (ed.) Personnel Handbook, p. 96. 





K. C. Davis, Fundamentals of Top Management, 


h J. 5615521156, Military Management for Hational 
Lefense, p. 255. 


p. 552. 


? pennington, ilough & Case, The Psychology of 
Military Leadership, pp. 255-256. 
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We leads them well and by so doing builds solidarity and 
confidence. He listens to complaints and eliminates 
wherever possible the causes of Giscord ana antagonisma, 
He diacusses common problema with his men and thereby in- 
Girectly ehows them that they belong together in his unit. 
Re never forgets that he is an example for his men to fol- 
low. He knows that the leader who takes care of hia men 
Will be respected end will be taken care of by them, Ex- 


pert leadership and high morale are inseparable. 


Military leadership) versus democratic leadership 


Since from the foregoing there is an apparent 
agreement as to the importance of leadership as a morale 
factor, it is appropriate that a short analysis of the 
difference between military leadership and democratic 
leadership be presented at this point. 

In a democratic social order, the ideal provides 
that everyone is given equal opportunity to perticipete 
in the leadership to the maximum of his ability to con- 
tribute. This is reiterated by Mailer who states thet 
democratic leadership is attained by learnine to share 
one's responsibility with the group. ° Although a leader 


should be free to cevise his own methocs, the leader in 


ME وس مّ‎ 
Maier, industrial Psychology, p. 95. 
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a democratic society is restrained by limitations which he 
cannot always surmount., To quite an extent, the means of 
attainins a poal in a democratic society may become more 
important than the roal itself. In other words, at times 
the leader in a democratic society may be required to 
choose between tne maintenance of cemooratic ideals anu the 
accomplishment of a mission. 

In a military society the achievement of the goal 
is tue primary concern and its realization frequently 
justifies ultimate means: of attainment. in times of emer- 
gency, militery leadership cannot concern itself with the 
individual mentor's desire for self-expression. it must 
direct every effort toward its major objective; namely, 
the protection of the institution that supports it, against 
the ravages of the enemy. ! 


Leadership techniques for maintenance and improvement of 
morale 





Before this subject 15 pursued 1t ia well for one 
to understand that tne metamorphosis from guthoriítarían or 
military manarewent to democratic management depends al- 
most exclusively upon the skill with which the Officer 
transforms himself into the leader. All the pressures of 


convention and all the lines of least resistance move him 
w mti Mea 
/ 
Naval Leadership, U.S. Kaval Institute, p. 187. 
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toward the continued use of formal authority. Neverthe- 
leas, he must want to be the leader rather than the com- 
mater.’ 

The techniques whic: follow appear to have been well 
tested In the fires of application and their great value 
lies in the fact that they strike at the basic causes of 
static morale. Without them, other devices are restricted 
to marginal influence upon morale improvement. 

The first area is the long range task through which 
the Ravy supply officer must continually place before the 
civil service employee the ends and purposes of soclety 
in their direct relationships to the objectives of the 
group he leads. Mooney and Reiley have clearly indicated 
the importance of this by stating that good morale 18 not 
in itself an objective; it is the by-product of a creater 
objective, namely, the integration of every member of the 
organization wit: the common purpose . 2 R. C. Davis, has 
termed this the principle of integration of interests, 
or the process that develope and maintains identities and 
interdependencies between the eervice objective of the 
D, ®. Navy Supply System and the personal objectives of 


the civil service employee .?9 Unfortunately, many employees 


X. Marx, (ed.) Elements of Public Administration, 





p. 1.86. 


d 1406019167 & Heiley, Onsard Industry, pp. 527-520. 
7 R.C.Davis, The Fundamentals of Top Management, 
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are helped to see little way teyond their own desks. 

Their activity becomes a dull routine; their self esteem 
is smothered by hard layers of hierarchy and they perform 
without purpose. Thus is lost a great and ever present 
morale potential. It is apparent, then, that the Navy 
Officer must continually make workers aware of the fact 
that each is a member of an incispensable team by which 
the Navy attains its objectives and that by being a member 
of an effective team he furthers his personal aims as well 
as those of the Navy. 

The second area is one in which the military leader 
may have consicerable difficulty. This calls for a program 
of employee participation in work improverent. iiowever, 
there are many studies in this area which indicate the 
importance of this aspect in influencing employee morale. 
Katz in reporting some of his findings in studies of this 
area at the University of Michigan says that supervisors 
of high production groups are more employee-centered than 
those of low production groups. They encourage employee 
participation in making decisions and make employees feel 
they are partners in the under taking. Hampton too, finds 


that successful leaders rely heavily on teamwork. 1 This 





Daniel Katz, "Employee Groupe:what motivates ther 
and tow they Ferform," Advanced Management, Vol. XIV, No, 3, 
Sept. 19L9, p. 120. 


Peter J. Hampton, "Analyzing Executives for Lead. 
ership and Other .ualities," Management Direst, Prudential 
Life insurance Co., Aug. 19hT,pp. 7-15. 





















«hak new Vie Zeite سو‎ AEA sie o4 Aaqlea om | 
سنا مايه‎ Uli? o ههک‎ a واه سک‎ aE ` 
State gels las «soma مل‎ proge! brad «موننسټا کې‎ al 
Auelaga er tem مه ء وس‎ F1 at )/0- 

مس زه په تع dal‏ لد له مويهو», مهن fern‏ تب وني 
سه مش کس ماي دوو 
5 ا w) aed vivum» Usi (3. VÀ dun‏ اه 
E |‏ کم 7 PETI X R* LOT‏ 
IOS oa Te‏ ساپک Uae ue vale laird‏ 
مه c-r AR ada Re sence‏ 
salini fand D a At A3 dr Ai mon SI pena r adi‏ 
a woi sirm siat „piinia súlasbiamo aban gaa‏ واو 
اطَاومسن. پښلتوولب لد موء — — — 
وٹ مس مسل vii? at‏ اللہ تح ا تال من 

— vercigna varsamiliaì ai مهه‎ aims Ze اقدنف‎ 

els) do نت »لم‎ phim موه ما عا‎ ai Mä 

en EE va ie ol ja gone‏ بسند 

qala i |‏ سل سینا SESS‏ 
| لاب مت نت قب سم میتی 

i‏ ووو وس هم ہہ و 

A end corti TË Aeigatazebau sar ui ور سانسوور‎ v 

— — 


eg | 























A 





[ 





35 


has been summed up by the statement that the good leader 
is fully aware of the importance of cooperative effort in 
getting things done, and, therefore, understands and 
practices very effectively the so-called social akilis, + 
Two important elements for the success of this program of 
employee participation cannot be emphasized too strongly 
or too often. They are characteristic of the new chall- 
enge which is facing management today. The first 1s that 
the military leader must condition himself to believe in 
the right and ability of the civil service employee to 
share in the task of thinking and planning. This belief 
must be demonstrated at every level of command. The second 
is that the acceptance of workers into the thinking partner- 
ship must never be artificial or dramatic. Their contri. 
bution of thinking should never be invited on a subject 
where it will be ignored. The fanfare which sometimes 
surrounds a suggestion system or similar device should 
be avoided. The use of a suggestion system, formal com- 
mittees for consultation, group meetinzs, or any other 
mechanism, should be the development ang facilities of a 
relationship previously created. To be consistent, the 
adoption of any of these pieces of machinery should in it- 
Stuart Chase, "What Manegement Should Snow About 


Teamwork," Factor «anapezent anà Maintenance, April, 
1945, pp. 101-105. TTE 
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self be a subject for employee thinking anc advice. 
Thies principle of participation creates a feeling of 
worthwhileness so important in a good morale situation 
and is of great importance in the Navy supply activity 
wherein the civil service personnel are the continuing 
link while the officer supervisor stays at the activity 
for a 2l, month period only. 

The third area in which the leader may play a major 
role in supervising civil service personnel and building a 
high morale situation, is in recognizing these enployees 
as “individuals”. The day has come when employees are no 
longer to be herded into getting a task accomplished. One 
of the conclusions of the research men at the Hawthorne 
works of the estern Electric Company was that morale was 
higher and preduction increased when workers found that 
someone was interested in them as persons.” Ketz further 
confirms this in his studies on production, supervision 
and employee morale wherein he notes that people respond 
more adequately when they are treated as personalities 
rather than 98 cogs in a machine 26 in short, if the ego 


motivations of self-determinations of self-expression, of 


Heron, Why Men Work, pp. 193-19). 
Roethiisberger & Dickson, Menarement and the 
Worker, pp. 5935-604. 
6 16 Katz, Production, Supervision & Employee Morale, 
pp. 6-7. 
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a sense of personal worth can be tapped, the inólvicual 
can be more effectively energized. The most effective pro- 
cedure here is the use of shoe leather instead of tne seat 
of the pants so that the officer will get to know alli of 
those civil service employees he supervises anc exert his 
efforts to create a sense of belonging in tre employee 
which is so essential in a high morale situation. Figons 
and Myers have stated that If people are skillfully nandled 
as both individuals and as group members, they will respond 
by giving their best work to the organization of which they 
are a par t, 17 This 1a another way of saying that democracy 
is stronger anc more effective than authoritarianism in 
this situation and that in business as well as civil ser- 
vice, where men and women are free, they will be happier 
and work more effectively than if they are regimented. 
There are two final areas which deserve mention 
as aspects in which tne leader may be involved and if prop- 
erly approached may beer the fruit of good morale. One of 
these has to do with the recognition of the informal organ- 
ization which exists in every group. The informal organiza- 
tion may be briefly described as those cliques which tend 
to form in any formal organization. While these híerarch- 


ies are informal, they are nonetheless well fixed in the 


Pigors and Myers, Personnel Administration, p. 7. 
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minds of the employees. They develop spontaneously and 
they certainly cannot be stamped out. It is felt by some 
that the pressures of the informal social system are much 
more important than the logical factore of individual moti- 
vation. In other words, these informal systems may be more 
important than the formal in achieving more effective and 


16 Too little is 


satisfying lavor manarsement relations. 
yet known as to the force and effects of such groups in 
the work of the organization. owever, in developing the 
morale of the croup he leads, the officer must recornize 
and use these informal eroup leaders for such puposes aa 
developing recreational programs, communication, making 
surveys of employee attitudes, etc. Xost Important of all 
this structure can be effectively usec to feel the pulse 
of employee reactions and this is so necessary as a part 
of the eternal vigilance required in the maintenance of 
good morale.?? 

The final area has to do with the officer's deal- 
ings with the unions. The two unions he will be concerned 
with are the National Federation of Federal Employees and 
the American Federation of Government Employees. While 
the word "union" connotes in many officers! minds an un- 

lo 


M. J. Jucius, Personnel Management, pp. 55-61. 


19 
Ibid., p. 307. 
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Gesirable force which can be exerted by the employees 
against manecement, the fact remains thst unions are 
apparently here to stay. They must be dealt with and re- 
spected as the representatives of the employee. The offi- 
cer will havo much opportunity to know the steward of the 
union active in his area and must do as much as possible 

to encourage mutual reapect between the representative 
employee group and management. The goal to te strived for 
is a coordinated effort by both sides whieh can do much 

in influencing the morale of the employee. A tug-of-war 
with both sides at odds is not conducive to a food morale 
Bituation. The leadership of a union local is an example 
of non-hierarchal power par excellence. it may be a night- 
mare to the exponents of the official hierarcny. When 

met with good will and understandings, however, the union 
can be a source of real support. To fight a running battle 
with the union entails grave risks to morale. It else 

may set off sparks on the legislative side, and embarrass 
the Commanding Officer as well. These considerations 
invite an attitude of give-and-take, even though negotiat- 


ing the basic terms of such give and take may be tough 


business, ?O 


— — 


sis .لا‎ Marx, kLlements of Public Administration, 
p. 515. 


























ILLE MILI 

TU ULTIMI BM II Je ۴ج‎ 

سم سب Coin GF‏ سو rte‏ یم uma Mfr tere‏ چا 
BM Xl M MN Mg ⏑‏ 
uo o) (bes) weg qu owed Lite «wm‏ دم Tr manera‏ مہ 
سه ۰ ad de Tana Das sete tid al‏ سج nO SF‏ 
gf‏ ٭۱صت٭٭٭د sevsun‏ ومو وول Gad assetat‏ موم من لد ورا چو 
ومهد«د Aen feig s« AD Lees (2 o 'ameywmue Tee np‏ جح 
Omwieciiecse s» of‏ وتوو أو او كت saab nao galor saute‏ 
Agge Gagn E amphiqme an Ap aleve ett nid ani [Sd ad‏ 
e ei erirgbann dom nf che sà dubbia sio cate‏ وم صا سص هله 
u? atractie‏ تننیلەووڈ9 یج9 «Lemma as 9| £a^o] amine è‏ 
el zéng 1500 9 ۵0-0‏ رومع ووو -ddala a ae qon $i.‏ 
غا ده »اه مومسم دم eet tired ti (22 1556 az: To‏ 
TAO petulant team kee Line trey ee ce ۷‏ نقد AA‏ 
ہک p? ger Cap J2 unm MS‏ انومه Asbi komo a‏ 
1ہ DAIS HX [eme cg alu ma, allazae "glo sii aiie‏ 
boia hae me sanlatunl adr mo piano Lim dee x‏ مدسدوں 

۷٧ |‏ مم Lier ap‏ سد مسیی دو | 

مہ ققتاضاہ ہ1 ول+وکجوامنی وع*- سم جے دو — 
ida 10 i‏ ولو dano? sè que gei mp‏ 


-— - o — — p akW8+ یې‎ a7 اڈ‎ ` DS, 


ia, <a 


pare‏ "وود امه ditt do‏ مید وا 




















50 


Summary 


It will be noted from this chapter that leadership 
is the most important single factor influencing employee 
morale. A look into the aspects of democratic leadership 
versus military leadership reveals that the prime aspect 
ef democratic leadership is group participation in attain- 
ing the objective while military leadership is authoritar- 
fan and the objective is primary with no opportunity for 
self expression. 

A review of those leadership techniques for maine 
tenance and improvement of morale covers first the prin- 
ciple of integration of interesta whereby identities and 
interdependencies between the service objective nnd per- 
sonal objectives are maintained. The next area calls 
for employee participation in work improvement and involves 
the greatest single characteristic of democratic leader- 
ship. The next erea calls for the Navy Supply Officer to 
recognize and treat his civil service subordinates as 
"individuals". This is conducive to high morale in present 
day society. 

The two final areas through which leadership cen 
exert great influence on employee morale are the informal 
group organization and the union. Toe little is yet 


known aS to the force and effects of the informal groups 
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on the work organization. However, it is recommended that 
efforts be made to identify these informal group leaders 

and make subtle use of their services to improve group 
morale. The union is of growing importance and, while 

the unions of government employees have no right of collect- 
ive bargaining, they are a growing orce in presenting the 
demands of the civil service employee. The navy officer 

ean favorably effect the morale of his group by striving 

for cooperative effort in improving all working conditions 


where necessary to maintain good morale. 
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CHAPTER V 
GRIEVANCES AND MORALE 
Definition of the term "grievance" 


A grievance is a complaint that has been ignored, 
overridden, or in the employee's opinion otherwise dis- 
missed without cue sewa dosa "ووه‎ From the aggrieved 
worker's point of view, therefore, a grievance always 
carries a sense of injustice dealt him by management or 
sometimes by union officials; it is a wrong that has been 
done him. Thus, wè seo a grievance defines in terms of 
resultant effects in that after a complaint has been for- 
mally or informally brought to the attention of the proper 
management representative and no action has been taken or 
satisfactory explanation given, it becomes a grievance 
against management. 

in his definition of a grievance, Jucius considers 
that the safest course to pursue is to give the broadest 
possible scope to the term "موچ 6تجع*‎ it means any 
discontent or dissatisfaction, whether expressed or not 
and whether valid or not, arising out of anything connect- 
ed with the company that an employee, thinks, believes, or 


even "feels", is unfair, unjust, or inequitable. This 


— — 
Pigors & Hyers, Personnel ¿dministration, p. 107. 


2 M. J. Juclus, Persornnel Management, p. 430. 
Lo 


J ور‎ 
< رت‎ THs De 


— eet nes je ecitiztee 

















— — — Mnisi $ دوت همر ل‎ 
_ لقم‎ nafpendio cadalgu u'sstilime ووو همه مو «م غه‎ 
لو سا‎ 111187 
pump a arpoia ملهو‎ 30 catty سوج ار‎ 
و رر و رر رن نو رج وف‎ ٦ 
asad esa sat pmts a al 42 Tv mim ۲٢ ماس‎ 
te amuse مس سا مه عم د وسل سم ماس له‎ 
791 cree oan Wibiya م‎ eiis Zei af Kae EOS 
هر وی‎ To mmirmzte ec? سسسونه ده‎ A 
© prad Geng ger e ووه‎ an inn geiteisentnet Inver eee í 
اجوہ‎ è weeuze! di vam fz eztinng teg ۹۵ء دم‎ 199(۰ 
fus Cod Cele | 
weebiencs swing) وون سمل‎ lo مالسللاغمم‎ abd si 
به ووس ارم دنت ون‎ ee eee 
LIM EIN pri وتھ ود جم جو‎ 
da dna pt pt pnt i i lli 
-iosopo: gnluryze bò ivo muluiza wom mp سنان‎ rudine be ` 
عر‎ ی٥‎ adotti وه «ستاوچعمی‎ Zar) عمسن‎ soi dfi» i 
مو نوس اننام ۵۲ء‎ raok osiota Ai "ezen ma 


(POL g تع‎ mê Ale lemmowvsi exegi 4 evnyi f 
Segen geg ez? کي‎ 


Ah 


h1 
definition covers a lot of ground but serves to reduce the 
possibility of overlooking any grievance. 


Importance of good grievance procedure as a morale 
factor 


Whether well or il] founded, grievances undermine 
morale. Let a man harbor the idea that he 1s being abused 
on any ground whatsoever, and his attention to and interest 
in his work are bound to decline. Ly the same token his 
satisfaction in it will decrease. 

It is well to recognize at the very beginning that 
unsatisfactory conditions are to be found in any undertake 
ing, no matter how well it is run and no matter how up-to- 
date the work environment and manacement policies may be, 
Where any considerable group of human beings are intimately 
thrown togetner, maladjustments sre bound to arise. With 
human frailty what it is, misunderstanding, incompatibility, 
unfriendly rivalry, jealousy and other shortcomings make 
for the friction that destroys the esprit de corps of any 
staff. it is interesting to note, however, that the rreat 
bulk of grievances seem to cluster around questions of 


Job evaluation, or position classification as it is called 


Mosher, Kingsley and Stahl, Public Fersonnel 
Administration, pp. 4313. 
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لا وو رم وسو مته دس د in public personnel‏ 


Military grievance procedure 


The Navy Department has recognized the importance 
of a good grievance procedure for morale in the military 
and have laid the foundations for such a program in the 
U. S. Navy Regulations, 1945, Article l2lhij-l which reads 
as follows: 

The right of any person in the Kaval Service 

to communicate with the commanding officer 

at a proper time and a proper place is not 

to be denied or restricted. 

From this authority originates the "request Mast" procedure 
by which the enlisted man submits a written request for 
audience with the Commanding Officer. This request is 
channelled from level to level in the line organization 
until it reaches the level on which it can be solved. In 


most cases, authority for solution lies within the Com- 


manding Officer solely. 


Civil Service grievance procedure 


Civil Service erlevance procedure is relatively new, 
having been given its impetus by President Roosevelt's 
significant Executive Order of June 24, 1938, which 6 


á, John HM. Pfiffnepr, The Supervision of Personnel, 
Pe 504. 


U.S. Navy Regulations, 198, Article 12-1. 
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attention to the importance of good grievance procedures 
in their relation to employee morale. Thie order inatruct- 
ed the personnel directors of the several Federal Civil 
Service Organizations to: 
Establish means for the hearing of griev- 
ances of employees and present appropriate 
recommendation for the settlement thereof 
to the head of his department or estatlieh- 
ment. 
This order gave impetus to the formulation of formal state- 


ments recarding employee relations by a number of agencies 


with provisions for the handling of grievances and appeals. 


kavy Department Grievance procedure? 
In order that the Navy Supply Officer may properly 

operate ina erievance situation it is important that 
the pertinent points in the Navy Department erievance pro- 
eedure be reviewed. it will be interesting to note that 
the grievance procedure is handled primarily by the parallel 
civilian organization and the Navy Supply Officer in his 
Supervisory Capacity is excluded in written procedure. Howe 
ever, in spite of this exclusion, he cannot escape invol ve- 
ment in grievance problems originating in his cognizant 


department. In order to obtain the desired morale effect 


in his employees, he must teke an active interest in their 


Navy Civilian Personnel Instructions fio. 60. 
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grievances rather than lose their confidence throush the 
perfunctory approval of the efforts of his civilian counter- 
part. This major area for morale influence on the part of 
the Officer supporta e fundamental principle of military 
leadership which has been presented in previous chapters 

and that is: A leader who takes care of his men will be 
respected and will be taken care of by them. 

Before we review the Navy Department Grievance 
procedure it is necessary to understand specificelly what 
those matters are that are handled by grievance procedure., 
The procedure is established to handle a complaint, 5818 - 
understanding, or “gripe” of an employee that is personal 
to himself. Matters involving appeals from classification, 
action, performance ratings, are not handled through rriev- 
ance procedure since special means have been established 
to handle appeals under these special types of aetion. | 

it is also important that Navy department policy 
on handling grievances be made known and this policy is 
briefly outlined as follows: 

a. It is expected, that wherever employees 

work, conditions resulting in employee 
dissatisfaction and resentment will arise. 


b. The Navy Department streases the importance 
of adjusting grievances promptly. 


e. The initiation of a grievance by an employee 
should not case any derogatory reflection 
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5ہ 
on elther the employee, the supervison,‏ 
or management.‏ 
d. All employees are to te treated fairly‏ 
with freedom from restraint, coercion,‏ 
discrimination and reprisal in the‏ 
filing of grievances.‏ 
e, Discriminatory actions on the part of‏ 
supervisors against an employee who has‏ 
filed & grievance 1s considered a 018 -‏ 
ciplinary offense.‏ 
Personnel grievance procedure will readily indicate that‏ 
there is a major difference between It and militory griev-‏ 
ance procedure in that it does not stop with the Commanding‏ 
Officer but reaches the very top echelons in the Navy Lepart-‏ 
ment itself. The first step in the procedure may be out-‏ 
lined ss follows:‏ 


a. Employee shall take matter up with 
immediate supervisor, 


b. Employee may be represented by one 
fellow employee. 


c. Case may be presented orally or in 
writi NE è 


d. Supervisor's decision must be made with- 
in two working days. 


if settlement is unsatisfactory, the aggrieved employee is 
advised by his supervisor that he has the right to appeal 
to the second stage in the procedure within three days of 
decision. This second stage involves the following steps: 


&. Appeal must be submitted in writing to 
senior civilian supervisor of department. 


b. Employee may be represented by no more 
than two employees from his own work group. 


Sted ie no e‏ ات سے OM Jere‏ وہ-یے-جا دوہ۔ 
uas KEE‏ 
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c. Employee may have reasonable amount of 
witnesses who are familiar with conditions 
coneerning the grievance. 


d. Senior civilian supervisor conducts hearing 
keeping written record of same. 


e. Decision must be made by senior civilian 
supervisor within five working days after 
submission to "second stage", Basis for 
decision 18 to be included in written 
notification to employee. 


f. If decision favors employee, the immediate 
supervisor is notified to correct condition. 


g. if decision 1s against employee, the 
employee must be notified by senior 
clvilian supervisor that he may appeal 
to third stage within three working days. 


When the employee appeals to the third stage the following 
steps are taken: 


a. Employee appeals in writing to Commanding 
Officer via senior civilian supervisor. 


D, Senior civilian supervisor prepares summary 
ef case and forwards it with all papers and 
minutes to Commanding Officer, via chain 
of command. 


ec. Case is reviewed by cognizant Executive 
assistant. 


d. If decision is favorable for employee, 
the senior civilian supervisor is notified, 
and he in turn takes necessary acticn to 
correct the situation. 


e. If decision is unfavorable to employee, 
all papers are forwarded to Commanding 
Officer who convenes the Field Grievance 
Committee. 


f. The Field Grievance Acvisory Committee 
reviews all papers, conducts hearing, and 
forwarcs recommendation to Commanding 
Officer. 
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gz. Commanding Officer makes decision and 

notifies employee in writing within ten 

working days after the hearing has been 

held. 
If dissatisfied, the employee may appeal in writing to the 
Under Secretary of the Navy, via Commanding Officer, and 
Chief, Bureau of Supplies and Accounts within ten working 
days after receiving decision. Luring the fourth and final 
stage the following action takes place; 


a. Employee fills out “appeal to fourth 
stage", 

b. All papers connected with the case are 
forwarded by the Commanding Officer and 
are referred to the Navy Department 
Grievance Appeal Board. 

e. The Hoard mey grant a hearing if necessary. 


ad. Final decision is made by the Under Secretary 
of Navy. 


e, Employee 1s notified of final decision 
by the Commanding Officer. 


While the foregoing procedure appears lengthy and 
cumbersome it compares favorably with the technical require- 
ments for a good grievance program as put forth by Pigons 
and Myers." Furthermore, in spite of the fact that the 
records indicate that in only rare instances do grievances 
reach a fourth stage, the procedure has an important purpose, 
The importance of this machinery, however, lies not so mueh 


in its frequent use as in the fact that it is made available 
— داد‎ rT 


kis Plgors & Myers, Personnel Administration, pp. lll- 
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by mana-ement "just in case", 
One can well see tne impact on morale that a food 
grievance procedure properly administered will have on the 
employee when he knows that he has an available line of 
communication to the very top echelon of the Navy thet he 


may use whenever he has a grievance. 


The Naval Officer's role in Ha Civil Service Grieve 


eins Gh سرنسستت-‎ gg e SOE nS See ë ë ee ي‎ a 


ance rrocedure 


While the Navy Civil Service grievance procedure 
indicates an elimination of the officer and leaves the 
handling of grievances to his civilian counterpart, this, 
of necessity, cannot be. The Nevy Supply Officer must 
take an active interest in the grievances arising in hig 
department and make every effort to settle them at his 
level. Accomplishment of this task indicates a degree 
of confidence the employees have placed in their leader, 
an evidence of good morale. 

in his grievance handling program the officer must 
first of all make himself available to the employees. 

An attituce of aloofness so often present in officer- 
civilian employee relationships blishts a grievance handling 
program from the very beginning. 


When a grievance is presented, the officer should 


4osher, Kingsley & Stahl, rublle Personnel Admin- 
istration, pe 315. 
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hear the complaint through, refraining from assuming a 
defensive attitude. ile should be a calm interested listen- 
er and refrain from making judgments anc oral reprimands. 
Grievances may settle themselves or vanish if the officer 
ean listen without a show of impatience and resentment. 

If the foregoing tactics are used the officer will always 
be thankful that he wee calm and composed and that he 
listened patiently if his actions relative to the employee 
are questioned during subsequent appeal procedure. 

The officer concerned should refrain from hasty 
action. iie should weigh the facts from ail angles, attempt- 
ing to place himself in the position of an outside observer. 
if there is. an element of passion or anger involved, de- 
cision should be delayed during a period long enough to 
permit "eooling off". Thus, every effort should be made 
to avoid snap judgments. Finally, the officer must be sure 
of his authority in making a decision and this calls for 
a complete understanding as to his authority over civil 


service personnel. 


Summary 


in the foregoinz paragraphs a grievance has been 
defined as any discontent or dissatisfaction whether ex- 
pressed or not, whether valid or not arising out of any- 


thing connected with the company, which an employee thinks, 
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believes, or feels is unfair, unjust or inequitable. The 
legalistic aspect of the grievance procedure has been Im- 
plied and a food solic piece of advice is offered to the 
Ravy Supply Officer in that every grievance should be 
handled as if it would be appealed. 

There has then been put forth a brief analysis of 
military grievance procedure which is yet in ite embryonic 
growth stages, stopping with the commanding officer. This 
will not appear important to the average reader but it 
represents a major change in military custom. 

The four step Navy civil service grievance procedure 
has then been outlined in Getail together with the policy 
for prompt handling of grievances. These steps meet all 
the requirements of a good grievance procedure and provide 
a line of communication which will take a prievance to the 
top executive level of tne savy for settlement if necessary. 
The importance of a good grievance procedure with its 
resultant favorable effect on employee morale is evident 
in that the aggrieved person knows he has access to top 
management for settlement of his problem should his need 
arise. 

A final paragraph establishes a role for the Offi- 
cer in Navy civil service grievance handling program and 
puts forth a helpful series of guides for assistance to 


him in the program., 


CHAPTER VI 
DISCIPLINE ANU MOHALE 
Definition 


While the concept of "discipline" is used in many 
textbooks on personnel management, few writers make any 
effort to define the word, Cushman, however, defines 
discipline as the force that develops within an individual 
anc causes or tends to cause him to conform to rules, regu- 
lations, and high standards of work beha vior.* This defin- 
ition is coneidered to be inadequate in that it merely 
definee one aspect of discipline commonly known as self 
discipline. Young further defines discipline as orderly 
conduct, or the means of keeping order and good conduct 
on the part of the workers.^ Webster's Dictionary defines 
discipline as control gained by enforcing obedience to an 
order, as in a school or the military; strict government, 
as of a croup for effective action.? 

From the foregoing it becomes obvious that discip. 
line may te instituted by two distinct foróes. The one 


force in discipline comes from external forces such as 


` :ا و د en‏ 


1 Cushman & Cushman, improving Supervision, p. 175. 
2 
Young, Personnel Manual for Lxecutives, p. 215. 


Webster's International Dictionary, Copyright 1950. 
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the supervisor or the leader, and the other force develops 
from within the individual or the group. In order then to 
encospass discipline in its broadest aspects a definition 
has been formulate? which can be used to cover all aspects 
of discipline as follows: 

Discipline ia that force, either external 

or internal, that causes individuels or 

groups of individuals to conform to rules, 


regulations, and high stancards of work 
behaviour. 


Positive and necative discipline 


In order that all aspects of discipline may be cov- 
ered in this chepter it is necessary that the distinction 
between positive and negative discipline be considered. 

This distinction has been concisely drawn in the Personnel 
Handbook which states that positive discipline corrects 

by showing the right way .4 in other words, positive dis- 
cipline is constructive. It is a means of developing 
morale, thereby heading off trouble before it sterts. Nega- 
tive discipline uses deterrent forces to secure the desired 
aetion. This involves the application of some type of 


penalty or punishment, thereby taking care of the trouble 


after it oceurs, 





h John Xee (ed.) Personnel Handbook, p. 955. 
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Effective Discipline 


Effective discipline in the new concept of person- 
nel administration nas changed from that of domination 
through fear to that of obtaining the best results dy firm 
considerate control.” Encouragement is given to the develop- 
ment of the workers! self respect, initiative and interest. 
Affective discipline helps ret the job done and develops 
the respect of the worker for his supervisor.  rurthermore, 
it develops the good will of the work group and understand- 
ing between the supervisor and his group whieh results in 
better cooperation. There are many rules put forth as a 
guide for the maintaining of effective discipline but in 
general they all require the supervisor to do the follow- 
Weer? 

a. Promptly Investigate the reports of laxity. 

b. &xplain rules fully. 

c, Put epecial orders in writing. 


d. Administer discipline to fullest 
extent needed. 


ë, iuforia forker why he is being disciplined. 
f. Be firm, decisive, direct. 
g. Show no bias or favoritism, 


b. Ee constantly aware of employee attitudes. 
= fr 
R.O. Beekman, How To Train Supervisore, p. 168. 
Ibid., p. 297. 
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1. Act within limits of hie authority. 


Discipline anc its relation to mcrale 


| Fitalia fn Me a 


The strong relationship of discipline to morale has 
been recognized by many authorities. Mooney states that 
the necessary elements of organized efficiency in the mili- 
tary sphere is a sound doctrine. The efficient application 
of such a doctrine depends on discipline. The joint product 
is morale. Belief in cause, esprit de corps, faith in 
weapons and ability to use them, anc discipline apply equal- 
ly to Officers and men. it can be summed up in the single 


8 


term: group morale. Marx has further emphasized the import- 
ance of discipline ae an influence on morale by stating 
that even within the framework of democratic manarement, 
the machinery of manarement has its place. As first sid 
to treat the failures of leaderahip or of individual per- 
formance, discipline may provide the starting point for 
constructive morale aetion.? 

Beishline has drawn an interesting conclusion in 


that disciplinary problems become less and less as morale 


arises, and, hence the amount of necessary supervision 





Mooney, the irinciples of Organization, p. 1355. 
Fennington, Hough & Case, The Psychology of 
Military Leadership, p. 22k. 


9 Morsten Marx (ed.) The Elements of Public Admin- 
istration, p. 492. 
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12 mibdi S Yoder gives a converse to this when he 
states that a generally low level of morale or a lack of 
interest in jobs to which employees are assicned gives 
rise to numerous and serious disciplinary problems. 

Partlett states that one of the chief responsibil- 
ities in supervision is the enforcement of company regu- 
lations. There are two contrasting procedures for ace 
eomplishing this objective -- the exercise of discipline 
and the development of morale. The first may be briefly 
defined as enforced obedience to external authority; the 
second as obedience to external circumstances which has 
its source of authority within the man or group. t? 

¿n view of the many concepts of discipline and its 
relation to morale it appears that the goal to be striven 
for in any organization is the gradual reduction in the 
need for the use of rewards and penalties ss & means of 
influencing behavior, and, at the same time, making every 
effort to improve morale so that self discipline becomes 
the dominant force. The ultimate is when, as Tead puts 
it; 

The group comes as rapidly as it will to 


a condition of awareness of itself as a 
workine entity enc imposes by itself on 


0 
5615511526, #ilitary Organization for National 
Defense, p. 250. 
Yoder, Personnel Management & Industrial Rela- 
tions, Ps 517. 
Bartlett, Psychology and the Soldier, p. 118. 
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itself those standards of tndividual and 
group behaviour which it finds necessary 
to impose in the interest of rog effect- 
iveness in carrying on its work. 


Necative Diaciplinary Action 


Since diecipline, briefly, means the enforcement 
of, or conformity to, rules and regulations, disciplinary 
action has to do with the handling of thelr breaches. 
Thus, in order to complete the picture on discipline and 
morale it is necessary to consider the who, how, when, and 
why of disciplinary action in order that the edministration 
of disciplinary action will not have a deteriorating ef- 
fect on morale. 

As to "who", Pfiffner states that the principal 
responsibility for dealing with deviant behaviour should 
be lodged in the line supervisor at the significant level 
of immediate supervieton. 4 This is further confirmed in 
Naval Leadership, the book wherein the Naval Officer re- 
eceives his primary training in leadership. Here it is 
stated that punishment, which 18 synonymous with discip- 
linary action, is a responsibility inherent in the execu- 
tion of the role of the lender. It cannot be evaded nor 


can it be delegated without serious deterioration of the 


۔ سے — 


Tead, Human kature and Manarement, p. ۰٠ 
Al : 
h Pfiffner, The Supervision of Personnel, p. 545. 
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qualities which form tne basic structure of a successful 
leader .?? Again, we find the military and civilian auth- 
orities in accord when Pigors and Myers state that the 
delegation of this responsibility weakens tne position of 
the supervisor. Clearly, therefore, the employee's super- 


16 


visor should discipline him. All of the foregoing may 
be adequately summed up by NCII l5 which states concisely 
the Navy Department policy for disciplinary action in the 
case of civil service personnel in which the responsibility 
is fixed directly on the supervisor. It is the policy 

of the Navy Department that civilian and military super- 
visors of employees be delegated appropriate responsibil- 
ity for cirection and discipline of employees under their 
jurisdiction. Both civilian and military supervisors are 
selected for their positions because they possess qual- 
ities of leadership necessary for personnel administration. 
Consistent with the foregoing, employees fenerally will 
receive instructions or discipline only from or through 
their line supervisors, civilian and military. Employees 
who are guilty of delinquency or misconduct will be cor- 
rected by or through their line supervisors to insure that 


supervisors exercise maximum responsibility over their 


3 Naval Leadership, p. 221. 


16 Pigors and Myers, Personnel Administration, 
pp. 206-207. 
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subordinates. Î 

It 1s obvious that the "why" 1n disciplinary action 
is to correct offending employees and to maintain discip- 
line and morale among other employees. This is adequately 
covered in NCPI 45.2-3a which states that disciplinary 
action shall be taken solely for the purpose of correcting 
offending employees and maintaining discipline and morale 
among other employees. Where this aim can be accomplished 
through orally admonishing the offenders, formal discip- 
linary action snould not be taken. 

The "how" in disciplinary action has been put forth 
by Beishline who states that before administering a repri- 
mand, the Commander must be certain of his facts and that 
the person is deserving of it. The morale of the organi- 
zation can be seriously afflicted when a reprimand is given 
to an innocent subordinate. ord of such errors spreads 
rapidly throughout the organization and it takes a long 
time to correct the resultant damage. It is also import- 
ant that the Commander deliver the reprimand in an entirely 
objective manner, He cannot permit himself to become 
vindictive or inject personal animosity into the proceed- 
19 


ings. Another word of advice is offered in the Personnel 


17 . 
1 Navy Civilian Personnel Instructions lj5.5 
15 WNOPI l5.2-58. 


19 Beishline, Military Management for Hational 
Defense, p. 205. 
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Handbook which states that the supervisor must especially 
maintain the application of proper human relations in dis- 
20 
ciplinary problems. 
Davis has sssembled a most inclusive list of prin- 
ciples for disciplinary action and it is considered by the 
writer to be of great importance in tne suidance of those 


concerned with disciplinery action. These principles are 


listed as follows;4! 


1. Disciplinary action should not be taken 
unless a real necessity for it can be 
shown, 


2. Negative disciplinary sction must be just, 
but sufficiently severe to meet the require- 
ments of the situation. inadequate dise- 
ciplinary action weakene the force of the 
particular policy, regulation, or directive. 
Strong morale cannot te built on weak dis- 
ciplinary action. 


3. Decisions governinz penalties or rewards 
should be based on facts. 


l. The intent of the individual should be 
considered in determining the nature and 
degree of disciplinary action thet are 
proper. 


5. The reasons for disciplinary action 46 
be mace clear. The statement of the reesons 
for negative action should be accompanied 
by an explanation of how it may be avoided 
in the future. 


6. A subordinate should not be required to 
criticize his superior. His remarks should 
be confined to statements of fact, rather 
than opinion, where the latter is concerned. 





2 
: Mee, Personnel liandbook,p. 935. 


= Ve Davis, 1ue fundamentals of Top Xanngement, pp. 
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7. Dtsciplinary measures, both positive and 
negative, should be applied by the immediate 
superior of the individual effected.  Other- 
wise, the executive's leadership position 
may be broken down, 


8. Negative action should be taken privately 
whenever possible, 


9. The rssponsible executive should resume 
& normal attitude toward the offending 
individual after negative disciplinary 
action has been taken and the individual 
has paid the penalty assessed. 


10. Consistency in disciplinary action is 
necessary for consistent action in the 
accomplishment of objectives, Such con- 
sistency eliminates feelings of favoritism 
and unfairness. Group morale may suffer 
accordingly. 


ll. Negative disciplinary action should usually 

not be applied to large groups. A large 

dissident minority sugzests that the 

situation ls due to an error of executi ve 

leadership rather than of operative per- 

formance. 
A final word of caution is presented by Kaler in that any 
punishment that degrades or injures the ero is as likely 
to create resentment as it is to inhibit the undesirable 
act. here is no such thing as teaching men to heve dis- 
cipline for its own sake, It is always related to the 
situation, and each situation must develop its own con- 


7 
trols.*^ 


The "when" of disciplinary action may be briefly 


stated by saying that disciplinary action should be 


— — 
Norman F. Maier, Psychology in Industry, p. 239. 
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initiated promptly after management learns of tne offense. 
A brief corroboration of this may be taken from 8 
writings in which he states that, "In order that control 
may be effective it must operate within a reasonable time 
and be followed up by rewards or penalties,"23 This is 
the position taken by all persons writins on this aspect 
of personnel work and it can be substantiated authoritative- 
ly in any textbook on industrial psychology or personnel 
management. 

The "where" of disciplinary action can be stated 
concisely from the principles of disciplinary action pre- 
viously stated by Davis, i.e., "Disciplinary action should 


be taken in private whenever possible". 


Positive Disciplinary Action 


At the risk of undue length, it is considered of 
value to look into the term positive disciplinary action, 
or the making of awarde and commendations as it le some- 
times called, The giving of pralse can constitute s very 
strong factor in morale but the cangere involved are so 
great as to deter some from using it at all. There are 
those who will let down in their effort after praise, while 
in other instances it will be regarded by fellow workers 


Fayol, industrial and General Administration, 
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ns an example of favoritism. Another deterrent is the 
occasional narcotic effect of praise, requiring ever- 
increasing dosee to produce the desired response. nile 
praise is an incentive its dissemination is an art to be 
practiced with skill. 

Pfiffner hes assembled some guides for use in the 
positive disciplinary action procedure which are worthy 
of note and these are as follows; ال‎ 

l. Praise should be fitted to the individuals 

thus some knowledge of how he will react is 
required, 

2. Consideration should te given to the manner 

in which praise «ill affect the morale of 
the other employees. 

3. Often times indirect praise that rcoches 

an individual in a roundabout way is very 
well received, 

lh. It is often effective from the standpoint 

of croup morale to praise the work rather 
than the individual worker. 


5. Praise that is too lavish may lose its 
effectiveness, 


6. Se sure that the worker who is being 
praised believes that it is deserved. 
He should sense the supervisor's sincerity 
end feel that the praise is not given for 
an ulterior purpose. 


In closing, attention is again invited to the im- 
portance of the substitution of morale for discipline 


s0 adequately put forth by Viteles.^? Finally, to the 


21 
rfiffner, The 


251-253. 
25 viteles, Industrial Fsychology, pp. 626-620. 


Supervision of Personnel, pp. 
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exercise of preventive therapy auvocated by ٢17 
who states that the good supervisor constantly administers 
those little preventatives that keep both individuals and 


groups satisfied and productive. 


۰372 


In this analysis of discipline various aspects are 
revealed. Discipline may be applied by use of external 
forces or it may originate from within the individual as 
an effect of good morale. Discipline may be further seg 
reratec into positive discipline, or the award of praise 
and commendations havine to do with conetruetive exertion 
on the part of the leader; and negative morale having to 
do with the application of penalties to secure the desired 
action. There is also included the relationship of dis- 
cipline to morale which is inverse in that as morale rises, 
the need for external disciplinary action is lessened. 

Disciplinary action procedures show that the "who" 
Should initiate such action ts the immediate supervisor. 
The "why" is put forth in stating ite purpose as that of 
correcting effending employees and maintaining morale 
amon: other employees. The "how" of disciplinary suction 


prescribes the application of proper human relations 


Pfiffner, op. oit., p. 363. 
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techniques in disciplinary matters. The comprehensive 
list of principles taken from i, C. Levis is consivored 
of extreme importance ana shoulc be a part of the knowledge 
ef all those involved in handling cisciplinary action. The 
"when" expresses the importance of taking dieciplinary 
action promptly in order that such action may be effective. 
The “where” states that such action should te taken in 
private wherever possible. A brief look into the aspects 
of positive disciplinary action provides some puides to a 
method of application which should be of considerable 
assistance to the Navy officer in a eituation 8 ۳ئ0‎ 
the use thereof. 

The poal to be strived for as indicated in this 
chapter is the substitution of morale for discipline and 
is considered of equel importance in either a military or 


a democratic situation. 
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CHAPTER VII 
MORALE MLASUHEMLNT TECHNIQUES 
Introduction 


In a discussion of techniques for morale measure- 
ment it is well to start with a word of caution which 8 
renerated as a result of the comment by Alexander Leirhton 
who said that the striking thins about this new science of 
human relations is not the vast areas of what is unknown -- 
which many are fond of emphasizing but the degree to which 
what is known is not sisi” Heron recognizes this same 
situation and confirms Leishton's thoushts when he states 
that we have not used what we have already learned through 
the various attitude and opinion polls.” Any of the fol- 
lowing techniques for measurement of morale will take 
tine and money to install and whether or not these tech- 
niques are used should be determined by weighing the costs 
against the degree to which management will use the re- 
sults, In plain common sense talk -- the techniques must 
produce a result that management will have confidence in 
and usé or they should be avoided. 

While 1t may seem desirable to avoid discussion 


of the complex ingredients that go int@ its composition, 


—— m e n 
A. Leighton, Management News, Jan. 28, 1949. 


American Management Association, New York, p. 5. 
< Heron, Why Wen Work, p. 18, 
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there are certain measurable indices of morale and these 
fall into two broad categories. The first is the physical 
measure of operatine results such as procuction per man 
hour, turnover, absenteeism, and safety records. The sec- 
ond type of measurement attempts to get at the sentiments 
and attitudes of employees toward the organization by means 
of the opinion polling technique through use of the inter- 
3 


view or the questionnaire now so familiar to most people. 


An analysis of production and other 
records 


Production standards, though frequently used ss the 
main test of morale, sre in fact ceceptive instruments of 
diagnosis. ‘hile production is an evidence of good morsie 
15 ls the resultant of many variables. Low production is 
the sign of many ills or complications. But a complete 
diagnosis may require scrutinizing of the total environ- 
ment of the group. Effective therapy as a rule involves 
correction of the modes of organization and of the exercise 
of authority ty the supervisor and the manager. Only such 
correction may release the creative potential of the group. 
The difficulty here lies in the fact that these standards 


have been cheracteristically established by statistical 





3 Yoder, Personnel Xanagement and industrial 
Relations, pp. 449-40. 
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averages, by the pace-setter in the group, by "time 
studies," or by the standard of maximum profits. These 
are not the standards which increase morale. ‘Standards 
useful to morale are those whose loric and reasonableness 
appeal to the group == those which have been set by th 
process of participation and agreement within the group. 
Standards arrived at in any other way invite sabotage of 
quality if not of quantity of ډوو وووو د جمع‎ ۷ 

Labor turnover is a fair index of labor unrest, or 
morale, particularly during a period of labor shortage. 
it may be a fair means of comparing group attitudes as 
between similar groups even during normal periods of 
business activity. However, labor turnover may not reveal 
anything but intolerable conditions during depressions, 
for workers will hold onto their jobs under such conditions 
even though they may be greatly dissatisfied, and a poor 
morale concition which exists may not be apparent. 

An analysis of complaints or grievances may give 
some measure of group morale but care must be exercised 
not to analyze them on purely aR numerical basis without 
regard to external factors. ‘or instance, just before 
an election of officers in a union an excessive number 


of grievances may be filed. Such à situation may be indi- 


T 
M. Harx, clemənts of Public Administration, 
pp. 490-91. 
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cative of some strife within a group but it is a poor index 
of the morale of the workers in relation to the organiza- 
tion as a whole. 

Excessive absenteeism or tardiness may also serve 
as an index of general or specific conditions, particularly 
where certain departments have an especially unfavoreble 
record. Other data such as amount of waste, seconds, loss 
of time waiting for work, etc., ma; be analyzed and inter- 
preted in terme of causal relationships, a part of which 
may reflect morale conditions. This type of analysis at 
best is difficult and is not always a reliable index of 
morale. It may show managerial ceficiencies that are not 
directly interpretable in terms of morale unless employees 
are penalized because of thet.” 

From the foregoing we can see the hazards involved 
in using this type of study and ít can readily be recog- 
nized that the interpretations by management in such stud- 
les may be prejudiced selfishly in favor of its own acts. 
The shortcomings of this approach to the measurement of 
morale are apparently recognized in many industries who 
now use them as causal indices to measure the errors of 
management rather than a measure of employee morale. 


Bhile the foregoing indexes of productive efficiency may 
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Seott, Clothier, and “priegel, Personnel Man- 


agement, pp. 437-436. 
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have their weaknesses, they are not to be discounted 
quickly. There are many clues to be found in this area. 
If looked at objectively by the supervisor, the humen 
facts that determine these figures may be quite revealing. 
Taken alone the rate of productive efficiency is obviously 
not a sufficient index of employee morale but used in con- 
junetion with other indexes and can well be of great im- 


portance. 
Attitude Surveys 


Attitude surveys usually tae one of two forme. 
On the one side we have the directed interview, the written 
questionnaire, both designed to extract specific facts 
from the employee. On the other side we have the non- 
directive interview or employee counseling which seeks to 
provide for psychological adjustment of the workers. A 
point that is considered appropriate here is thet worker 
interviewing plans sre not in and of themselves the remedy 
for low morale. The aim of such plane must be clearly 
kept in mind -- move effective work throurh better worker 
morale brought about by more understanding supervision. 
Purthermore, a morale survey, the exit Interview, or any 
other barometer of employee feelings, is of little practical 
value unless it succeeds in identifying factors that 


effect employee morale and points the way toward changes 
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thet may be instituted by the leader to improve morale. 


interviewing Technique 


As a result of long and concentrated efforts in 
interviewing, Roethlisverger and Diekson have formulated 
a technique for the process. These techniques have heen 


declared to be the basis for good human relations anc have 


1 


been reduced to five rules as follows: 


l. ...the supervisor should listen 
patiently to what his subordinate 
has to say before making any comment 
himself. e ee 


2. se.sthe supervisor should refrain Crom 
hasty disapprobation of his subordinate's 
conduct. 


2, wee big supervisor should not argue 
with his subordinate. 


h. ...the supervisor should not pay 
exclusive &ttention to the manifest 
content of the conversation. 


5. ...bLhe supervisor should listen, not 
only to what & person wants to say 
but also to wnat he does not want to 
say or cannot say without assistance. 


The Questionnaire 


Let ug first consider the use of questionnaires 


Which require written response to printed questions and 


b. Ghiselli, and C, W, trown, Personnel and 
induetesel” Psyeholozy, Second eà., MeGraw-iill, Sew York, 
- "Er, 19h8, pp. 457-455. 


i Roethlisberger & Dickson, Management anû #orale, 
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are being increasingly used to measure attitudes. The main 
advantage of the questionnaire is in that it is simple to 
administer. it may be sent to the employee's nome to be 
filled out there, or may be given on Company time. ‘hey 
may ask questions that can be answered: first, in yes-or- 
no and true-or-false fashions second, by choosing from a 
group of several possible responses; and, third, by ranking 
lists of items of varying degrees of favorableness. They 
may be limited to a few subjects or cover practically all 
phases of employee relations. 

Results from the questionnaire method can be obtain- 
ed relatively cheaply and quickly. Questionnaires cen be 
given to large sroups of people within a short period of 
time by inexperienced help. Responses can be secured 
whieh are highly specific, are easily marked for tabulation 
and yield satisfactory measures of attitudes. 

The chief disadvantages of this method are the 
same that apply to any questionnaire. dare the questions 
conetructed so that they really ask whet the inquirer 
wants to know? Willi the one who answers the questions 
interpret them as intended? Will he give his real 
thoughts? This question is of greatest importance since 
unless the answers are honestly fiven, the results are 
of no value. Are there leading questions? Is the ques- 


tionnaire too long and complicated? Is it useful for 
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present purposes, even though it is impersonal? 

Thus, the scale is balanced in fevor of the question- 
naire method when the attitudes of large numbers of em- 
ployees are to be measured in reluütively short perioos of 
time. it ia assumed, of course, that the questionnalre 
ie skillfully constructed, administered, and evaluated, 
else the results sre of no value.” 

Let us now consider the various aspects of the inter- 
view method. There are, in general, two brond approaches 
to interviewing; directive and non-directive. In the 
former, the interviewer assumes values end goals end tries 
to direct the client toward them; in the latter, the 
elient or employee is induced to work out hia own solutions 
end values. The authoritative approach is older, while 
mocern trende are decidedly in the direction of laissez- 
faire methodology., The directive system assumes that 
intellect, diagnosis and underetanding leads the employee 
to a corresponding attempt at self-correction. Ite weak- 
ness lies in ignoring the part played by emotions. The 
technique is, by skillful interviewing and artful listenitne 
bordering on psychoanalysis, to draw out of an individual 
what is really innermost in his feelinss toward his work 
situation and help him analyze for himself why he feels 


as he does. however, like other approaches to problems 
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of human relations, the non-élrective intorview is not a 
cure-all and has considerable limitations. It is costly 
anc time consuming and requires the use of trained inter- 
viewers. lt will only work when the employee can be en- 
couraged to talk freely. The immediate supervisor is repre- 
genting authority and this status inhibite the free flow of 
this catharsis type of interview.” Another obstacle in 
such & program is the disinclination of employees to ve 
marked ae problem cases. It is considered important that 
the officer be made aware of this non-directive type of 
interview technique since there are instances when it can 


be used with considerable success, 
The Exit Interview 


Another technique for cetermining general employee 
attitude toward the organization anc also feeling or 
Opinion with regard to specific practices, departments or 
supervisors, is provided by the exit interview. The value 
of the exit interview may be quickly summarized in that 
it helps to retain desirable employees and provides a 
cheek on policies covering employment, placement, training, 
salaries, reasons for terminations in different departments, 


effectiveness of grievance procedure, and other sources 
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of employee dissatisfaction. 

An employee who is working in the organization is 
often reluctant to express his true reelings. Eut the 
employee who has terminated his employment is usually quite 
willing to say what ne thinks &bout the organization ana 
manegement has little to lose (and often much to gain) by 
listening to what he has to يې‎ 111160 any single employee 
may have grievances for which there are no real bases in 
plant practices, yet if appreciable numver of employees 
terminating thelr employment mention the same situations 
or practices as unsatisfactory, it is usually safe to con- 
clude there is real reason for their discontent. Under 
such circumstances, it is also a reasonable assumption that 
employees still on tke job are not entirely satisfied with 
these practices or policies. inergy should then be exerted 
to correct these situations which are deterrante to good 


morale. 


UMRE PY 


This chapter invites attention at the very beginning 
to the fact that the appalling thing is that what is known 
ag e result ef such techniques has not been used in many 


instances, 
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The caterories of morale measurement are put forth 
as, first; the physical measure of operating results, and 
the hazard of using this category are put forth and emphas- 
ized by stating that the main difficult lies In that the 
interpretation of such measures by manarement may be prej- 
udiced selfishly in favor of its own acts. The second 
category ie the opinion polling technique. In this area the 
differences between the directive end the non-directive 
interview are pointed out, “his js followed by a discussion 
of the questionnaire pointing out the stprenrth &nd weak- 
ness of this instrument. 

The purpose of morale measurement techniques which 
may have been missed in the foregoing chapters, can be 
stated in that it 18 the diagnostic tool of the leader in 
order to lay the groundwork for improving morale. Those 
involved in a program of interviewing may well review the 
five rules of interviewing involved herein since they 
are not theory but the result of long experience in such 
a program. 

As a final aspect the exit interview is analyzed 
and the results of such interviews are considered of great 
Imp tance since the results can indicate the preventive 
therapy which must be prescribed in order to correct a 


force effecting the morale of the organization. 
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CHAPTER Vill 
SUMMARY 
Resume 


In order that the overall perspective of this paper 
may not be lost because of the detailed material presented 
in the past seven chapters, a short review of the material 
covered is presented herewith. 

The introductory chapter states the problem end 
puts forth the objective of the paper which is to provide 
the Havy Supply Officer with ean understanding of the most 
important factors which may affect the morale of civil 
service personnel and to provide a guide ror him so that 
he may operate within those areas to the best advantage 
for all concerned. This involves a transition from the 
authoritarian military approach to the democratic approach 
whieh must be used for succeseful menagement cf civil 
service personnel if morale is to be maintained and the 
management is to be elfective. There is also presented 
here the sources from whicn the officer gets his authority 
over civil service personnel and the limitations placed 
upon him. The purpese of this is to provide the officer 
with the rules under which he must operate and nelp him 
keep within the limits of such authority. 


the second chapter provides the officer with tne 
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necessary guides for the understanding anc meeting the 
requirements of good personnel management and shows clearly 
whet is required in the democratie situation., The purpose 
of this chapter is to bring the officer up to the proper 
level of understanding needed to operate in a duty calling 
for the supervision of civilian personnel. 

The third chapter defines morale as a "state of 
mind" after analyzing several definitions of morale. The 
growth in the recognition of the importance of employee 
morale in private industry is traced briefly. An analysis 
of the factors in morale reveals that these factors may 
be anything and will vary with the situation. The effects 
of good morsle are put forth since they provide a guide 
for a quick evaluation of the status of employee morale 
in any activity. 

The fourth chapter discusses leadership and its 
relation to morale and indicates the leader as the primary 
factor in influencing morale in either the democratic or 
military situation. A distinction is drawn between demo- 
cratie and military leadership so that the officer may see 
clearly the requirements of his new role in democratic 
leadership. There are also presented several techniques 
which may be applied by the officer in order to maintain 
and raise the morale of those he may supervise. The first 


long range technique involves continually associating the 


D 


ودیک Sus pobdeddevehban UM wr? est!‏ عدون دو س 
nina oper‏ ما يه Lampe yoy‏ مهمومه app "nx‏ وې 
bentären ri (wis‏ لم mi? sii: 2160001 ٤‏ كام سوست 
Sedem ar at iren "AN 3a‏ هرم wéit dF O ao‏ مون 
di odereno wd brea gator rie Ya Loved‏ د ول saillie‏ 
am om‏ دوقو نفو w „rommaa nazi ls An‏ 
Pk" a ea pippo amen rein w2 Aria vedi 1‏ 28 
ddt .eLwros de amid Aafen [gvavon —ëietiëag vasto onda‏ 
a "Zem‏ سم Mollet.‏ هر قد فصو سهمډه مد سودی و۸ 
` تناه ol‏ — 
pom snoda iS mapa dad! sisaren piper pi amarai pes Ye‏ 
aH) (dle quum iir» toe patata at‏ دساف مم tiogh‏ 
۔ 000915 met suq. ora siaa‏ دید کہ ومولطو « ومنله ‏ 
۰ھ سب سسس ‏ مر وم وک ۸١‏ 
ha Data ge or‏ سب sa‏ 
ida wo mT —‏ هل وسدوفه يدم ريدو يننا adi‏ 5 
حوقا لي ده ووغه سل —E———‏ 
ni motard‏ د س 07 0 
al metiònigàti A «nastansin, pred fia‏ نوم حور وی 
eos. tha HA ETL, i elk E Gaara. rag LL Amero AN‏ 
ولوین نه موولمېوي Te.‏ دله دفم ملو له فهسسوداشو. 
Seinen ALK gna | «ERA:‏ نمرج sac Fala‏ 
mn van dais"‏ مسا miafhime v4 v4bsO ni warmia «£i qd‏ 
سوہ asion‏ ۸۱ مه ٨١‏ سرو کر رس مرم ماند. teat) af‏ 
asi mm wi‏ 





















78 


success of tne activity av» concurrent with the benefits 
the employee may receive. ‘tated more briefly, what's 
good for the organization is also good for the employee. 
This technique calls for subtle approach and the results 
cannot be expected in a short period of time. The second 
technique calls for the encouragement of group participation 
in work improvement and a respect by the leaders for the 
suggestions of the employees. rinally the technique of 
recognizing the employee as an individual is put forth since 
it has been proven that the employee has higher morale 
when he knows that someone, particulerly his supervisor, has 
an interest in his problems. 

The fifth chapter covers grievances anc their 
effect on morale. The primary requirement of a good griev- 
ance procedure is that it provides an avenue cf communication 
to top management for an employee with his grievance. While 
the grievance may seldom reach this top level, the effect 
on morale of such procedure lies in the fact that the em- 
ployee knows the machinery is there "just in case" anad that 
it is properly supported st all levels of management. Navy 
grievance procedure, restricted though it may be, is pre- 
sented as evidence of the recognition of the importance of 
8 grievance procedure to the morale of military personnel. 
While civil service grievance procedure does not provide 


& role for the officer as a supervisor, he is of necessity 
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required to take active interest in the grievances arising 
in his department. Therefore, a series of guides is put 
forth to provide a course of action for the officer in a 
grievance situation. 

The sixth chapter nes to do with discipline and 
disciplinary action anû their relationships to morele. The 
distinction is made between discipline externally adminia- 
tered and that of self discipline arising from within the 
individual which exhibits itself as an effect of good 
morale. There is then drawn a distinction between positive 
disciplinary action or the awarding of praise and commenda- 
tions and negative disciplinary action callinz for the 
awarding of penalties and other punishment. There is also 
stated here that as morale rises the need for disciplinary 
action should decrease, There is also put forth a set of 
guidee for administering each of these disciplinary action 
programs, 

Finally, chapter seven outlines morale measurement 
techniques briefly. These techniques are troken down into 
two troad categories. The one category has to do with 
the analysis of the physical measure of operating results. 
The hazards of using this technique as an indicator of 
employee morale have been indicated as well as the most 
effective manner in which the reeults of such studies 


can be used. The second category has to do with opinion 
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polling techniques. The opinion polling technique has been 
broken down by method into the questionnaire and the inter- 
view. The advantages of the questionnaire are put forth 

and the advantages of the directive, non-directive, and the 
exit interview are briefly stated. The difficulties with 
these techniques appears to lie in the failure of management 
to effectively utilize their results and in the misinter- 
pretation of results by using these techniques without 


supervision of the program by properly trained personnel. 


Principles 


The follewing principles have been put forth in the 
preceding pages and represent the consensus of thought on 
the part of writers in the field of personnel manazement 
as to wnat are the most important guides in a morale de- 
velopment and maintenance program; 


Leadership principles 


1. À leader who takes care of his men will be 
respected and taken care of by them. 


2. The ends and p.rposes of society in their 
direct relationships to the objectives of 
the group must be placed before the employee 
continually. 


5. The most effective way of getting things 
done 18 through encouraging cooperative 
effort. 


l. Production increases and morale is hizher 
when the employee knows the leader is inter- 
ested in him as an individual. 
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5. The best method for dealing with informal 
groups is to recognize their existence, 
identify their leaders and use their services 
to further the objectives of the organization. 


Grievance principles 


l. Whether well or ill founded, rrievances under- 
mine morale. 


2. A grievance procedure must provide a channel 
of communication to top management end be 
supported at all levels if it is to be a 
factor in morale improvement. 


4. An employee must be made avare of the griev- 
ance procedure and have confidence in it 
before it will have any effect on morale, 


Discipline principles 


l. “orale varies inversely with discipline. 
As morale rises the need for discipline 
shoulda decrease. 


2. Self discipline is an effect of good morale. 


Disciplinary action principles 


l. Disciplinary action should not be taken 
unless a real necessity for it can be shown. 


2. Regative disciplinary action must be just, 
but sufficiently severe to meet the require- 
ments of the situation. Strong morele cannot 
be built on week disciplinary action. 


5. Decisions governing penalties or rewards 
should he based on facts. 


h. The intent of the individual should be 
considered in determiving the nature and 
degree of disciplinary ection that is 
proper e 


5. The reasons for disciplinary action 
should be made clear. 


6. A subordinate should not be required to 
criticize his superior, | 










SE — 
— — ⸗ اناد‎ KE 


كه — 


= BE * 





— 


{Jointa 













— 





WEN یا‎ Td 

وت لس یا 

= ا‎ 
> pua mu 





, زجلوسنملعو‎ pubis 43 


,sailgleeih s)ie tiaexernl bekam alemê +Í | 
— اس‎ à an سل لن‎ | 
^ bete Maas in 76 os د دې‎ Ed 

—— 


E 


SE 














~* E 


err * = 
eg و‎ 














02 


7. Disciplinary measures, both positive and 
negative, should be applied by the immediate 
superior of the Individual affected. 


Ge 


. Negative action should be taken privately 
whenever possible. 


9. The responsible executive should resume a 
normal attitude toward the offending in- 
dividual after negative disciplinary action 
has been taken and the individual has paid 
the penalty assessed. 

10. Consistency in disciplinary ection is nec- 
essary for consistent action in the accomplish- 
ment of the objectives. 


ll. Negative disciplinary action should usually 
not be applied to large groups. 


Morale measurement principles 
1. The value of morale measurement techniques 
should be in their ability to detect deter- 


loration of morale before it declines to a 
dangerous level. 


Conclusions 


From the data developed in this study the following 
conclusions regarding the development and maintenance 
of morale among civil service employees at a major con- 
tinental shore supply activity may be made: 

l. Personnal management in a Navy continental 
shore supply activity is an aspect of management which is 
concerned with the planning, organizing, and controlling 
the performance of those functions having to do with the 


procurement, development, maintenance, and utilization of 
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the working force so that the mission of the activity and 
the personal objectives of the employees may be accomplish- 
ed effectively and economically. The factor of morale is 
of major importance in this process. 

2. It follows, then, that the objectives of morale 
development are concerned with the maximum utilization of 
the human resources in the accomplishment of the mission 
of the activity. 

3. Ultimate responsibility for the morale status 
of the employee lies with the leader. 

li. Civil service employees are a vital component 
of the Navy's total manpower resources and since they 
compose the greater majority of the Navy's work force 
ashore, the development of morale should be foremost in 
order that the forces afloat may receive the direct results 
of cood morale in higher productivity and greater efficiency 
in support thereof. 

5. The administration of discipline re4uires consid- 
erable care and forethought if it can be expected to 
pesitively influence morale, 

6. Navy civil service grievance procedure compares 
favorably with that of civilian industry. However, a 
thorough understanding of the mechanics thereof by the 
supply officer is necessary in order that the procedure 


may be properly supported and the desirable effect on em- 
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ployee morale rainec. 

T. Morale measurement techniques are only justified 
if they are administered by quelified personnel and the 
results used. 

8. The Navy supply officer concerned with the admin- 
istration of civil service personnel will finc that a 
transition is required from the authoritarian techniques 
of military management to the democratic techniques of 


Civilian management. 
Recommendations 


in order to assist the Navy supply officer concerned 
with the administration of civilian personnel to enjoy his 
tour of shore duty and receive the cooperation of those he 
may supervize, the following recommendations are made; 

1. That the supply officer recognize the fact that 
a change in tactics is required in order to operate in a 
democratic situation. 

è, That the supply officer make every effort to 
understand and meet the requirements for good personnel 
management, 

3. That the supply officer fully understand the 
term “morale” and its effects on the employee. 

l. That the Navy supply officer know, understand, 


and apply the principles for morale maintenance and develop- 
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ment as discussed in this paper. 

5. That the supply officer familiarize himself 
with Wavy Civilian Personnel Instructions in order to 
properly perform nis supervisory job within the limits of 
his authority. 

6. That the supply officer reco;nize the importance 
of morale in the organization. 

7. that the supply officer realize that, of all 
the resources at his command, the numan element is the 
most important and without its proper application the 
objectives of the organization cannot be obtained. There- 
fore, his employees ehould be treated in accordance with 


their recognized importance. 
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